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BACKGROUND i 


In  a  May  1976  Law  Enforcement  Assistance  Administration  publication, 
state  and  County  Probation  Systems  in  Crisis ,  it  is  pointed  out  that, 
"according  to  the  Manual  of  Correctional  Standards  issued  by  the  American 
Correct! cnal  Association,  an  effective  probation  program  should  insure 
the  protection  of  society,  rehabilitate  the  orfender  and  help  him  adjust 
to  the  community. " 

In  order  to  establish  an  effective  probation  program,  it  seems 
that  there  are  at  least  four  interrelated  processes  involved.  These 
processes  aret  (1)  sentencing  by  the  court,   (2)  diagnosing  and  suggesting 
an  action  plan  to  solve  the  offender's  problems,  (1)  developing  a  program 
to  deliver  services  to  the  offender,  and  (4)  obtaining  the  information 
needed  to  make  sound  decisions  regarding  the  management  and  effectiveness 
of  probation. 

The  sentencing  process  is  important  because  it  involves  the  judge's 
decision  on  whether  the  offender  can  maintain  law  abiding  behavior 
in  the  community  or  should  be  placed  in  prison.    To  make  this  decision, 
the  judge  usually  considers  (1)  applicable  laws,   (2)  information  and 
recommendations  from  the  police,  prosecuting  attorney,  and  probation 
department  reports,  (3)  the  seriousness  of  the  crime,  (4)  prospects 
for  habilitation/rehabilitation,   (5>  services  available  in  the  community, 
(6)  attitude  of  the  offender,  and  (7)  whether  the  offender's  behavior 
would  endanger  society. 

Diagnosing  and  suggesting  an  action  plan  to  solve  an  offender's 

problems  provides  information  useful  in  establishing  conditions  of 

probation.    To  be  complete,  a  diagnosis  and  action  plan  should  provide 

adequate  information  on  the  offender's  risk  to  society  and  recommend  and 

locate  ski 11 -building  and/or  treatment  programs  to  meet  offenders  needs. 

The  nature  of  available  community  resources  should  also  be  considered. 

» 

In  developing  a  program  to  deliver  services  to  the  offender,  it 
should  be  made  clear  as  to  who  will  deliver  particular  services, 
probation  and/or  other  community  resourses.    Probation  department 
workers  usually  perform  at  least  the  following  counseling  services r 
such  as,   (1)  explaining  to  the  probation  client  the  reasons  for  and 
the  conditions  of  their  probation,  (2)  helping  clients  to  deal  with 
their  problems,  and  (3)  making  referrals  to  community  resources. 
Community  resources  generally  attempt  to  help  probation  clients  deal 
with  problems  in  such  areas  as  employment,  training,  drug  and  alcohol 
treatment,  housing,  and  health.    Coordination  between  probation  depart- 
ments and  community  resources  is  obviously  very  important  if  the  needs 
of  probation  clients  ears  to  be  met. 

During  the  last  decade,  the  use  of  probation  has  increased 
dramatically.    In  a  1974  study  done  by  the  Law  Enforcement  Assistance 
Administration,  it  was  found  that  between  71  and  83  percent  of  the 
nvicted  offenders  appearing  before  the  court  were  placed  under 
bation  supervision.     In  this  study  State  corrections  officials, 
udges,  and  probation  officials  gave  many  reasons  why  the  use  of 
probation  has  increased. 


r 


— The  cost  of  keeping  offenders  in  prison  as  compared 
to  probation  is  high. 


— Probation  is  the  only  choice  in  many  cases  because 
State  prisons  are  full. 

— Under  probation,  offenders  can  earn  money  to  pay 
fines  and  restitution  to  victims. 

In  January  1973,  the  National  Advisory  Commission  on  Criminal  Justice 
Standards  and'  Goals  issued  the  Report  on  Corrections  which  stated  that 
probation  was  the  "brightest  hope  for  corrections,"  but  had  failed  to 
develop  systems  for  determining  who  should  be  on  probation  and  for  giving 
offenders  the  support  and  services  they  need  to  live  independently  in 
a  socially  acceptable  way.    The  reasons  for  probation's  failure  to 
realize  it's  hopes  are  multiple,  but  some  of  the  following  reasons  can 
be  identified  as  being  central  to  the  problem. 

--Offenders  need  more  services  than  can  readily - 
be  provided/by  existing  community  service  agencies. 

— The  risk  to  society  has  increased. 

— State  and  county  budgets  are  strained  as  the  need 
for  resources  builds. 

— Probationer  * s  needs  have  been  inadequately  identi- 
fied or  addressed  because  of  insufficient  diagnosis 
and  action  planning. 

The  massive  reliance  upon  probation  has  created  many  problems  as 
well  as  challenges  within  probation  systems.    Data  free:  a  February  1978 
national  study  entitled  State  and  Local  Probation  and  Parole  Systems 
indicates  that  the  Massachusetts  Probation  Service  is  more  than  a  passive 
observer  in  the  changing  role  of  probation.    This, 1978  study  indicates 
that  Massachusetts  has  the  largest  number  of  clients  per  capita  under 
probation  supervision  in  the  nation.    The  study  further  points  out  that 
Massachusetts  along  with  the  four  other  states  of  California,  Texas, 
New  York  and  Michigan  account  for  45  percent  of  all  adults  under  supervision. 
With  Massachusetts  taking  a  leading  role  in  the  community  corrections  ' 
and  mental  health  movement  during  the  past  decade  we  are  now  at  a  point 
where  the  data  generated  by  the  changes  in  the  probation  system,  is  leading 
to  the  need  for  structural  changes  in  how  we  administer  the  probation 
service  and  manage  caseloads,  also  the  relationship  between  probation 
departments  and  community  agencies,  ,as  well  as  probation  officers  and 
clients  are  changing  and  probably  in  need  of  more  change.    The  need  to 
incorporate  the  changes  and  gains  of  the  last  decade  was  clearly 
identified  by  the  group  most  affected  by  all  this  change,  namely, 
the  probation  officers.     In  1977  the  Staff  Development  Unit  of  the 
Office  of  the  Commissioner  of  Probation  instituted  a  training  needs 
•urvey  and  a  1978  study  done  by  the  Massachusetts  Governor's  Committee 
.~i  Criminal  Justice  found  that  probation  officers  indicated  their  number 
one  training^need  i3  in  the  area  of  classification  of  clients. 


"EASONS  FOR  SELECTING  THE  RISK/NISD^CIASS&I&TIOW  PROJECT 

The  above  background  information  as  well  as  numerous  other  studies 
led  the  Office  of  ,the  Commissioner  of  Probation  to  develop  an  Organizational 
Development  grant  and  submit  the  grant  for  funding  in  September  1978. 
The  ideas  in  the  grant  basically  followed  Richard  Beckhard's  definition 
of,  "organizational  development  as  an  effort  (1)  planned,  (2)  organization- 
wide  and  (3)  managed  from  the  top,  to  (4)  increase  organization  effectiveness 
and  health  through  (5)  planned  interventions,  in  the  organizations 
"Process, "  using  behavioral-science  knowledge." 

A  Risk/Need  Classification  System  for  the  probation  offices  of  the 
District,  Juvenile  and  Superior  Court  Departments  was  instituted  as  part 
of  the  organizational  development  efforts  of  the  Office  of  the  Commissioner 
of  Probation.    Further  reasons,  for  instituting  the  project  are  as  follows i 

Due  to  the  fact  that  there  have  been  few  reli- 
able attempts  to  classify  clients  at  an  early 
stage  of  involvement  in  the  Criminal  Justice 
System,  it  seems  appropriate  to  institute  a  / 
•   developmental  program  of  Risk/Need  Classifica- 
tion in  the  Massachusetts  Probation  Service.  • 

The  data  from  these  reports  could  give  the 
probation  service  information  about  possible 
resources  needed  to. carry  out  their  work,, 
and  give  them  the  needed  data  to  write  future 
grants  to  meet  these  resource  needs. 

The  data  collected  from  this  classification 
system  would  be  of  such  a  nature  that  it 
could  lead  to  better  delivery  of  services  for 
the  individual  client,  and  also  create  data 
that  could  be  used  to  improve  the  administra- 
tion and  management  of  the  probation  service 
and  the  individual  probation  departments. 

GOALS: 

With  the  funding  approval  received  from  L.E.A.A.  in  January  1979,  the 
Risk/Need  Classification  System  Program  was  put  in  place  with  the  hope  of 
reaching  the  following  goal. 

To  establish  a  Classification  Report  System  that  would  generate  signif- 
icant data  about  the  Massachusetts  Probation  Service  Clients.  This 
classification  system  is  being  designed  to  reach  the  following  objectives x 

1,    To  provide  a  standardized  format  for 

evaluating  needs  of  clients  placed  under- 
the  supervision  of  the  Massachusetts 
Probation  Service. 
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2.  To  provide  information  regarding  the  action 
plan  taken  to  meet  the  client's  needs. 

3.  To  provide  information  as  to  whether  or  not 
the  Massachusetts  Probation  Service,  through 
it's  individual  courts  will  be  able  to  meet 
the  needs  of  the  6lieu£. 


MEANS t 

By  making  use  of  research  done  by  the  Massachusetts  Department  of 
Corrections,  California/  Wisconsin  and  Connecticut  Probation  Systems ,  as 
well  as  the  Federal  Probation  System,  and  by  using  other  supportive 
behavorial  science  and  criminal  justice  resource  data,  we  are  attempting 
to  create  a  unified  system  of  classification  to  arrive  at  a  probation 
plan  to  deliver  the  proper  level  of  probation  services  for  all  the  clients 
in  the  Massachusetts  Probation  Service. 

ATTEMPT  TO  IMPROVE  THE  MASSACHUSETTS  PROBATION  SERVICE 

What  will  follow  is  an  extensive  explanation  of  a  developmental 
system  of  classification  and  accountability  which  is  being  instituted  in 
the  Massachusetts  Probation  Service. 

Probation  departments  serve  a  wide  range  of  clients,  who  present 
varied  social  backgrounds,  diversified  family  structures,  different  employ- 
lent  experiences  and,  who  in  summary,  therefore,  present  a  kaleidoscope  of 
needs,  experiences  and  attitudes. 

In  dealing  with  a  varied  clientele,  the  probation  officer  basically 
plays  the  role  of  a  change  agent.    It  is  with  this  whole  concept  of  change 
agent  in  mind  that  the  system  of  classification  was  established.  The 
fundamental  point  to  be  made  here  is. that  if  change  is  not  possible, 
then  responsibility  and  accountability  are  meaningless  terms  for  the 
probation  client,  probation  officer  and  for  the  whole  system  of  criminal 
justice.    The  idea  of  a  probation  officer  as  a  change  agent  extends  beyond 
just  changing  the  client.    The  concept  requires  that  the  probation  officer 
be  a  community  resource  manager  who  can  work  with  other  agencies  in  the 
community  to  bring  the  best  services  possible  to  the  probation  client. 
If  we  look  at  the  dictionary  definition  of  probation  (any  proceeding  designed 
to  ascertain  or  test  character    qualifications,  attainments,  or  the  like: 
examination:  trial.)  we  can  see  that  the  concept  of  change  is  important  for 
the  probation  client,  because  if  he  does  not  accept  his  role  and  responsibility 
in  the  change  process  then  the  resource  efforts  spent  on  him/her 
are  a  waste  of  time.    It  is  generally  important  in  the  initial  interviewing 
of  the  client  to  define  the  job  of  a  probation  officer  as  two  fold.  First, 
the  probation  officer  will  attempt  to"  help  the- client  in  any  way  possible, 
if  he/she  is  in  need  of  services  and  if  the  probation  officer  can  facilitate 
the  delivery  of  services  working  along  with  the  client.    The  second  is  that 
the  probation  officer's  job  involves  a  responsibility  to  the  community  to 
enforce  court  orders,  conditions,,  etc. 
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*.  Mike  no  mistake  about  it,  this  is  a  very  difficult  task  that 
In  order  to  be  done  properly  requires  a  high  level  of  skill.    When  a 
Nation  officer  meets  the  client,  there  are  many  questions  going 
rough  the  probation  officer's  mind.    Chief  amongst  these  is  usually 
what)  has  happened  or  what  is  going  on  in  this  client's  life  that 
has  led  him/her  to  be  convicted  of  breaking  the  law.    One  of  the  many 
possible  explanations  of  why  a  person  becomes  a  criminal  ha.s  been 
made  by  Seymour  Hallack  in  his  book  Psychiatry and  the  Dilemma  of 
Crime  where  he  points  out  that  crime  may  be  but  one  of  four  ways  a 
person  can  cope  with  a  subjective  sense  of  helplessness  in  trying 
to  deal  with  life.    The  four  ways  of  demonstrating  adaptive  behavior 
are:    conformity,  activism,,  mental  illness,  and  criminality. 
Another  source  that  takes  the  position  that  deviance  is  a  way  of 
coping  can  be  found  in  the  January  1976  edition  of  Crime  and  Dellquency 
in  an  article  by  Alexandax  B.  Smith  and  Harriet  Pollack  entitled. 
Deviance  as  a  Method  of  Coping.    We  also  have  the  postibn  of  William 
Glasser  in  his  book  Reality  Therapy  where  he  contends  that  people 
get  into  trouble  primarily  because  they  refuse  to  be  responsible, 
or  in  other  words,  to  change.    Another  interesting  way  of  looking  • 
at  how  people  get  into  personal  trouble  can  be  found  in  the  book 
Games  Alcoholics  Play  by  Claude  Steiner  where  he  corttefTds  that  some 
people,  such  as  alcoholics  or  drug  addicts  are  raised  by  parents  that 
give  them  cognitive  messages  to  grow  up  and  be  responsible  and  on  the 
other  hand  the  emotional  and  behavioral  messages  from  the  parents 
are  "don't  grow  up."    A  common  experience  for  probation  officers  is 
to  work  with  a  client  to  get  him/her  to  go  to  school  or  work  and  have 
the  client's  parent  verbally  tell  the  probation  officer  they  want 
eir  youngster  to  be  responsible.    Then  the  parents  let  the  client 
er sleep  or  skip  school  or  work  entirely.    Another  way  of  looking 
at  the  problem  can  be  by  making  use  of  Erik  Erikson's  eight  stages 
of  human  development,  specifically,  the  two  concepts  of  autonomy  and 
identity.    It  can  be  argued  that  if  a  person  is  not  able  to  work 
through  the  issues  of  autonomy  and  identity  in  a  supportive,  nurturing 
environment,  then  maturity  is  something  that  will  escape  that  person. 
Chris  Argyris  points  out  that  immature  adults  are  generally  passive, 
dependant,  behave  in  few  ways,  have  erratic  shallow  interest,  short 
time  perspective,  lack  of  awareness  of  self,  and  general  lack  of 
perseverance.    Another  behavioral  and  personality  theory  that  involves 
the  explanation  of  criminal  behavior  is  stated  by  Albert  Ellis,  founder 
of  Rational-Emotive  Therapy;  he  contends  that  most  clients  get  in 
trouble  because  they  have  a  low  toleration  for  frustration  and 
failure  and  act-out  their  frustration  against  other  persons.  Thomas 
Harris  in  his  book  I'm  OX  -  You're  OK,  states  that  most  criminals 
have  trouble  dealing  with  authority  and  cover  this  inadequacy  by 
projecting  the  ego  position  I'm  OK  -  You're  Not  OK.    But  despite 
the  fact  that  we  know  both  so  much  and  so  little  regarding  the  reasons 
for  criminal  behavior,  the  probation  officer  is  still  required  to 
deal  with  his  clients  on  a  daily  basis  with  some  semblance  of  skill 
and  integrity. 

As  Eliot  Studt  pointed  out  in  a  1950  publication,  for  the  most 
part,  the  first  problem  the  probation  officer  faces  in  his  attempt 
>  help  clients  is  that  of  "not  being  wanted."    For  the  probation  officer, 
.is  requires  immediate  scrutiny  of  a  principle:    You  start  with  the 
clients  expressed  need.    You  find  out  what  the  client  wants. 
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Yd\i  begin  where  the  client  is.    An  issue  here  that  is  especially  disconcerting 
to  a  new  probation  officer  is  to  perceive  in  many  cases  that  the  client 
rdnta  nothing  so  much  as  to  be  free  of  the  probation  officer. 

h    in  the  court  setting,  many  clients  who  may  have  multiple  needs 
and  anxieties  cannot  focus  on  these  needs  so  that  he  or  she  can  bring 
themselves  to  ask  for  helpr  rather  the  first  meeting  of  client  and 
probation  officer  is  made  necessary  usually  because  the  community 
through  it's  representatives  in  the  person  of  an  arresting  officer  and 
a  trial  judge  has  found  that  this  client  has  broken  the  law,  and  is 
in  need  of  at  least  enough  help  to  develop  law-abiding  behavior  in 
the  future.    The  negative'  feelings  which  are  almost  always  present,  many 
times  act  to  block  whatever  recognition  of  need  the  client  may  have. 
Kany  difficult  defenses  against  letting  any  helping  relationship  begin 
are  present  in  the.  first  interview  of  most  probation  cases—expressed 
in  such  ways  as:     "You  are  treating  me  like  a  hardened  criminal  when  I  . 
didn't  do  anything  that  everyone  else  doesn't  do."    "I  can  handle 
everything,  now  that  I  have  learned  ray  lesson."    These  issues  are 
especially  difficult  for  a  new  probation  officer  to  handle  when  the 
client  expresses  such  negative  feelings " about  receiving  help  and  the 
probation  officer,  many  times,  will  suffer  a  sense  of  personal  rejection 
when  his/her  offer  to  help  receives  such  a  hostile  reception.    For  the 
veteran  probation  officer,  the  difficulty  is  in  avoiding  the  development 
of  a  cynical  attitude  of  saying,  Mthe  hell  with  the  client",  after  he/she 
has  heard  these  negative  responses  on  so  many  occasions. 

It  is  because  of  these  p'-oblems  and  others  that  the  probation 
officer  should  be  aware  of  /the  extensive  research  that  has  been  done 
by  Robert  Carkhuff,  Gerard  Egan,  George  Gazda,  and  others.  These 
authors  have  identified  the  facilitative  dimensions  that  are  present 
in  a  helping  (problem-solving)  relationship.    The  dimensions  arei 
empathy,  respect,  warmth,  concreteness,  genuineness,  se If -disclosure , 
confrontation,  and  immediacy.    These  authors  further  point  out  that  the 
stages  of  implementing  an  effective  and  successful  course  of  action  in 
helping  are: 

1.  Tne  definition  and  descriptor!  >of  problem  area(s),x. 

2.  The  definition  and  description  of  direction  (s)  and/or  goal(s) 
dictated  by  problem  areas. 

3.  "An  analysis  of  the  critical  dimensions  of  this  direction (s)  and/or 
goal (s) . 

4.  A  consideration  of  the  alternative  courses  of  action  available 
for  attaining  the  dimensions  of  the  direction (s)  and/or  goal(s), 

5.  A  consideration  of  the  advantages  and  disadvantages  of  the 
alternative  courses  of  action. 

6.  The  development  of  physical,  emotional-interpersonal,  vocational, 
and  intellectual  programs  for  achieving  that  course  with  the  most 
advantages  and  fewest  disadvantages  in  terms  of  ultimate  success 
in  go,aL- achievement. 
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The  development  of  progressiva  gradations  of  the  programs  involved. 

But,  as  the  reader  can  see,  before  the  probation  officer  can  institute 
an  action  plan  to  work  with  the  client  in  solving  the  presenting  problems, 
he/she  must  be  able -to  use  the  first  three  f  a,cilitative  dimensions  of  empathy, 
respect,  and  warmth.'    As  Carkhuff  has  pointed  out,  if  empathy  is  present, 
the  client  will  perceive  that  he  is  understood  by  the  probation  officer. 
Thus  at  this  point  the  idea  of  beginning  where  the  client  is  takes  on 
real  meaning.    The  hostility  that  is  many  times  present  is  feelings  of  the 
client  about  the  episode  that  brought  him  before  the  court  and  about  the 
helping  process  that  is  supposed  to  follow  by  his  or  her  coming  under  the 
supervision  of  the  probation  officer.     In  enabling  the  client  to  express  his 
hostile  feelings  and  his  damaged  self-respect,  the  probation  officer 
finds  he  has  an  unusual  opportunity  to  demonstrate  to  the  client  his 
desire  to  understand  and  to  feel  with  him.    Meeting  the  client  exactly 
where  he  is — in  his  resentment  and  fear  and  possible  guilt — is  one  of 
the  best  ways  to  deal  with  the  anxieties  and  confusion  the  client  has 
hidden.    Once  the  client  expresses  these  feelings  in  an  atmosphere 
of  respect  and  warmth  on  the  part  of  the  probation  officer,  it  increases 
the  probability  of  working  with  the  client  in  an  attempt  to  identify 
areas  in  which  the  client  can  use  some  help  and  guidance.    The -dynamics 
of  this  process  seem  to  be  that  the  interference  with  the  clients 
independence  by  the  representatives  of  the  community  stirs  up  in  the 
probationer's  feelings  that  have  been  latent  in  him/her  and  may  have 
been  causing  him/her  trouble  in  one  way  or  another  for  a  long.  time. 

suggested  way  to  bring  this  long-term  picture  into  focus  is  by 
developing  a  good  social  history  on  the  client. 

The  next  step  would  be  to  use  the  social  history  information 
and  do  a  "force  field  analysis"  as  a  way  of  picturing  the  strengths 
and  weaknesses  in  the  life  space  situation  of  the  client.    By  making 
use  at  this  point  of  the  concept  of  Kurt  Lewin's  force  field  analysis 
it  is  important  to  remember  Lewin's  emphasis  that  to  live  is  to  be 
active.    For  Lewin  this  meant  that  the  behavior  of  a  person  is  a  function 
of  the  person  plus  the  environment.    This  means  that  the  forces  that  are 
working  on  the  client  as  a  person  and  the  enviornment  that  the  client 
operates  in  influence  the  client's  activity  level.    The  probation  officer 
must  be  aware  of  and  be  able  to  identify  those  forces  or  needs 
which  bear  a  strong  relationship  to  the  probability  of  future  law 
violations  on  the  part  of  the  client.    In  all  probation  clients,  combinations 
of  relevant  forces  exist;  those  driving  him  toward  law  violations  as 
well  as  those  that  act  to  resist  further  illegal  behavior.    These  forces 
can  be  of  many  kind3.    Some  of  these  forces  that  may  be  seen  as  an  example 
of  being  "inside"  the  probationer  could  be  a  tendancy  to  cope  with  frustration 
by  physically  assaulting  people.    Examples  of  other  forces  which  might 
be  considered  "outside"  the  client  would  be  financial  problems, 
negative  home  enviornment,  lack  of  educational  and/or  vocational 
skills,  alcohol  or  drug  abuse. 

After  doing  a  force  field  analysis  with  the  information  received 
primarily  from  the  client,  the  material  can  be  transposed  into  a 
Summary  of  Client  Classification  Assessment.     (Form  RN2-5/79  attached). 


The  general  scoring  guideline  for  the  classification  can  be  found  in 
attached  Form  RNl-5/79.    The  eleven  need  categories  have  been  arrived 
at  by  interrelating  research  already  done  in  regards  to  classification 
by  Connecticut,  California,  and  Federal  Probation,  as  well  as  classific- 
ation/risk research  work  done  by  Wisconsin  probation.    In  addition,  I 
have  made  extensive  use  of  research  done  by  Massachusetts  Department  of 
Corrections  in  the  area  of  client  classification.    Along  with  all  of 
the  previously  mentioned  authors,  we  will  incorporate  the  work  of  Kenneth 
Blanchard  and  Paul  Hersey  in  the  Situational _Leader ship  Theory,  The 
above  mentioned  research  indicates  that  peopre  who  end  up-  before  the 
court  and/or  in  prison  usually  do  so  partly  because  they  have  unmet 
or  at  least  unresolved  needs  in  the  eleven (11)  areas  identified  on  the 
Summary  of  Client  Classification  Assessment  (Form  RN2-5/79)  .    The  material 
drawn  from  the  client  and  other  sources  gives  the  probation  officer  the 
starting  point  to  work  with  the  client  and  to  determine  the  proper 
levels  of  classification  and  supervision  by  the  probation  officer.  The 
general  rule  of  thumb  in  using  the  scoring  procedure  for  this  classification 
system  is  that  people  who  show  serious  problems  in  any  of  the  need 
categories  have  a  higher  probability  of  demonstrating  acting-out 
behavior  until  the  problems  associated" with  the  need  is  resolved,-  It 
is  important  at  this  point  that  we  emphasize  a  position  taken  by  Thomas 
Gordon  in  Parent  Ef  fectiveness'  Training,  that  is,  the  probation  dfficer 
works  with  the  clients,  he/she  does  not  carry  the  clients  problems 
for  them,  nor  does  he/she  ask  the  clients  to  carry  the  problems  that 
belong  to  the  probation  officer.. 

We  are  primarily  using  the  material  of  Hersey  and  Blanchard  in 
setting  up  the  scoring  procedure  for  the  classification  system.  In 
each  of  the  eleven  need  categories,  the  probation  officer  or  classi- 
fication team  has  to  determine  the  client's  task-relevant  maturity  for 
each  category.    Task-relevant  maturity  is  arrived  at  by  checking  three 
areas: 

1.    The  client's  past  experience  in  setting  realistic  goals  in  regards 
to  any  of  the  specific  need  areas. 

» 

7.    The  client's  willingness  and  ability  in  dealing  with  the 
need  area  problems. 

3.    The  client's  education  and  experience  and  how  this  relates  to 
any  of  the  need  area  problems. 

The  shorthand  version  of  determining  a  client's  maturity  is 
by  looking  at  a  person's  willingness  and  ability  to  take  respon- 
sibility for  directing  his  or  her  own  behavior.    The  variables  for 
maturity  should  be  considered  only  in  relation  to  each  specific  need 
and  the  task  required  to  meet  the  need.    The  shorthand  version  of 
determining  client  maturity  is  as  follows i 

1.  -  Client  generally  is  unable  and  unwilling  to  deal  with  problems 

around  specific  need  . 

2.  -  Client  willing  but  unable  (lack  of  skill,  etc.)  to  deal  with 

problem  , 


3.  _  client  able  to  solve  problems  around  an  individual  need,  but 

unwilling  to  do  so, 

4.  -  client  both  able  and  willing  to  meet  the  specific  need. 

In  regard  to  the  role  of  the  probation  officer;  it  is  important 
that  he/she  have  a  general  idea  and  guideline  to  follow  in  determining 
the  supervision  level  that  client  will  receive.    In  determining  what 
behavior  styles  the  probation  officer  should  use,  two  elements  should 
be  kept  in  mindt    task  behavior  and  relationship  behavior.  Task 
behavior  is  the  extent  to  which  the  probation  officer  engages  in  one- 
way communication,  by  explaining  what  the  client  is  expected  to  do  as 
well  as  when,  where,  and  how  tasks  are  to  be  accomplished.  Relation- 
ship behavior  is  the  extent  to  which  a  probation  officer  engages  in 
two-way  communication  by  providing  socio-emotional  support,  "psychological 
strokes",  and   facilitative behaviors.    The  probation  officer  should  be 
guided  in  his/her  supervision  of  the  probation  client,  based  upon  the 
level  of  client  maturity.  / 

-  -  r 

CLIENT  MATURITY  LEVEL: 

1.  -  High  Task  and  Low  Relationship  would  be  the  emphasis 

in  probation  officer's  -supervision  behavior. 

2.  -  High  Task  and  High  Relationship  would  be  the  emphasis  in 

probation  officer's  supervision  •behavior. 

3.  -  High  Relationship  and  Low  Task  to  find  6ut  why  a  client  is 

not  doing  something  that  they  are  capable  of  doing. 

4.  -  Low  Task  and  Low  Relationship  -  there  is  no  sense  making 

a  problem  where  one  does  not  exist. 

RESULTS  ORGANIZED  AROUND  GOALS t 

Some  of  the  results  that  we  would  hope  to  accomplish  in  using 
a  Risk/Need  classification  system  organized  around  the  goals  pre- 
sented are  as  follows* 

—To  improve  diagnosis  and  action  planning, 

— To  be  sure  that  probationer's  needs  are  adequately 
identified  and  addressed. 

— To  identify  the  probationer's  who  are  not  receiving 
needed  services. 

—To  develop  more  resources. 

— To  identify  more  needed  resources. 


— To  make  better  use  of  existing  resources. 
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—To  develop  better  planning  of  the  probation  department 
workload. 

 To  better  identify  possible  recidivist  and  thus  make  better 

effort  to  meet  needs  before  clients  act-out  in  the  community. 

— To  continue  to  develop  research  data  that  would  allow  for 
change  and  improvement  in  the  use  of  the  client  classification 
system. 

PILOT  PROGRAM* 

In  an  effort  to  reduce  as  many  systemwide  problems  as  possible ,  nine 
probation  offices  were  invited  to  be.  part,  of  a  pilot  program  to  help  build 
on  the  strengths  of  this  particular  classification  system  and  at  the  same 
time  help  to  work  out  and  correct  some  of  the  weaknesses  of  the  system. 
The  nine  probation  departments  in  the  pilot  program  are  Peabody,  Worcester, 
Cambridge,  Quincy,  and  Taunton  District  Court,  Hampden,  Plymouth  and 
Suffolk  Superior  Courts,  plus  Middlesex  Juvenile  Court, 

f  i 
In  February  1979,  24  members  of  the  nine  probation  offices  attended 

a  three-day  training  program  on  how  to  use  the  Risk/Need  Classification 

System.    They  in  turn  returned  to  their  respective  courts  and  trained 

the  remaining  staff.    The  system  was  instituted  on  all  new  probation 

supervision  cases  in  the  probation  departments  during  March,    In  April 

a  two-day  follow-up  training  program  was  held  for  the  nine  pilot 

probation  departments .    The/  purpose  of  this  workshop  was  to  work  out 

some  of  the  implementation  problems.    In  addition  to  the  follow-up 

workshop  the  Staff  Development  Unit  of  the  Office  of  the  Commissioner  of 

Probation  has  been  on-site  at  all  nine  probation  departments  at  least 

twice  in  order  to  offer  additional  technical  assistance.    To  date  the 

feedback  from  the  nine  pilot  offices  in  regards  to  using  the  Risk/Need 

System  has  been  generally  positive. 

TRAINING  PROGRAMS  t 

In  addition  to  the  pilot  training  program  the  following  training 
schedule  is  being  implemented  for  the  remainder  of  1979.    During  May 
the  senior  staff  of  the  Office  of  the  Commissioner  of  Probation  attended 
a  four-day-  workshop  on  the  Risk/Need  Classification  System  and  with  the 
help  of  the  senior  staff  additional  problems  were  resolved.    On  June  19, 
1979  there  will  be  one-day  overview  program  for  all  Chief  Probation 
Officers  and  Probation  Of ficers-in-Charge  in  the  District,  Juvenile  and 
Superior  Court  Departments,    In  addition  there  will  be  seven,  four-day 
regional  workshops  held  during  the  period  covering  July  to  November 
1979  inclusive.    Like  the  participants  in  the  pilot  program,  the  persons 
attending  the  regional  workshops  will  have  the  responsibility  to  train 
the  remaining  staff  members. 

SUMMARY  CONCLUSIONS i 

In  pulling  together  the  Risk/Need  Classification  System  we  have  made 
some  assumptions  and  decision  that  will  affect  the  way  the  probation 
officer's  job  is  done. 


First  of  all  we  have  taken  into  account  numerous  studies  that  bring 
Into  question  the  effectiveness  of  the  medical  model  of  treatment  and 
casework.    Studies  such  as  Robert  Martinsons,- (1975)  Wisconsin  Probation, 
(1975)  CRMT  in  Colorado  (1976) ,  Promising  Strategies  in  Probation  and  Parole 
tl978)  and  Improved  Probation  Strategies  (197S) .    All  force  us  to 
look  at  the  issues. thati  „ 

—  Probation  is  in  need  of  improved  delivery 
of  services, 

—  Most  offenders  are  not  pathologically  ill, 
therefore,  the  counselor/therapist  role  is 
usually  inappropriate. 

—  Existing  probation  manpower  is  not  likely 
to  be  expanded. 

—  Services  needed  by  the  offender  to  "make  it": 
in  society  are  available  in  the  community  or/  if 
not  they -must  be  created  in  the  community.  7 

This  same  extensive  research  previously  mentioned,  also  leaves  us 
with  a  bright  ray  of  hope.    There  is  positive  research  support  in  terms 
of  lower  recidivism  rates  in  probation,  when  specialized  action  plans 
based  upon  concrete  client  needs  are  established  and  spell  out  who, 
what,  when,  and  where,  services  will  be  delivered. 

The  proposed  Risk/Need  Classification  System  discussed  thus  far 
in  the  report  is  based  upon  a  very  eclectic  system  of  dealing  with 
clients,  but  primarily  the  system  requires  the  probation  officer  to 
make  a  subjective  judgement  in  order  to  ascertain  the  clients  ability 
and  motivation  in  eleven  need  areas.    Once  the  need  level  has  been 
determined  the  probation  officers  task  is  to  work  with  the  client  in 
an  effort  to  directly  address  these  client  need  areas. 

This  Risk/Need  Classification  System  is  further  built  upon  the 
following  principles! 

—  All  probationers  will  be  released  from  probation 
supervision  at  some  point  in  time,  and  citizens 
should  expect  that  offenders  are  better  prepared 
for  the  responsibility  of  community  life  as  a 
result  of  being  on  probation. 

—  Each  person  is  accountable  for  his  or  her  own 
behavior;  responsible  behavior  is  required  for 
freedom, 

—  Probationers  generally  need  the  opportunity 
to  learn  new  workable  strategies  of  handling 
their  life  roles  (work,  family,  leisure)  while 
on  probation. 
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*•  Programs  don't  change  people  rather,  programs 

provide  appropriate  opportunities  for  individuals 
to  change  themselves  and  their  life  situation. 

,    —  Probation  officers  should  assume  advocacy 

roles  in  negotiating  appropriate  community- 
based  services  for  offenders  to  assure  that 
needed  services  are  available. 

—  Utilization  of  community  resources  will "enable 
the  client  to  independently  arrange  to  meet 
their  needs  rather  than  to  constantly  rely 

on  criminal  justice  services. 

—  That  the  development  and  Implementation  of 
an  effective  action  plan  based  upon  client 
needs  provide  potential  economic  and  social 
advantages  to  the  community  (e.g.  employed 
probationers,  family  support,  restitution, 
taxes,  etc.).  / 

For  some  probation  officers  this  proposed  method  of  operation  will 
be  "old  hat",  for  others  it  will  require  an  adjustment  in  the  way  they 
do  their  job,  but  for  all,  the  effective  use  of  the  Risk/Need  Classification 
System  offers  the  following  important  advantages. 

—  Provides  the  probation  officer  with  well- 
defined  procedures. 

Provides  the  probation  officer  with  a  well- 
defined  role. 

—  Provides  the  probation  officer  with  a  high 
and  extremely  useful  level  of  confidence 
in  what  he/she  is  doing   and  where  he/she 
is  going. ■ 

—  Provides  the  probation  officer  with  a 
specific  behavioral  base  for  understanding 
the  clients  behavior. 

Some  of  the  following  advantages  can  accrue  to  the  probation  client 
as  a  result  of  the  Risk/Need  Classification  System: 

—  Provide  the  client  with  understanding  of  the 
probation  supervision  process  and  his/her 
role  in  the  process. 

—  Provide  the  client  with  a  concrete  awareness 
of  his/her  level  of  progress  in  the  probation 

■  supervision  process, 

,    -  —  Provide  the  client  with  a  useful  knowledge  of 

the  history  of  reinforcements  that  have 
created  and  sustained  his/her  dysfunctional 
behavior. 


r  — Provide  the  client  with  the  knowledge  that 

he/she  has  the  responsibility  to  give  the 
probation  officer  accurate  feedback  regarding 
his/her  past,  present  and  future  behavior. 

.  — Provide  the  client  with  the  assurance  that  the 
probation  supervision  process  has  a  goal  which 
is  attainable  with  •tiis/£her  cooperation. 

— Provide  the  client  with  positive  reinforcement 
by  identifying  sucessful  behavior. 

It  is  important  to  remember  that  this  Risk/Need  Classification  System 
is  not  a  method  of  pigeonholding  clients  —  it  is  a  program  planning  process 
it  is  a  process  to  present  options.    The  Risk/Need  Classification  System  that 
is  being  put  into  use  in  the  Massachusetts-  Probation  Service  is  a  planning 
tool  that  is  based  upon  the  latest  literature  and  research  findings  from  the 
fields  of  probation ,  parole  and  the  behavioral-sciences.    This  classification 
system  recognizes  that  good  planning  begins  with  needs ,  not  with  programs. 

A  summary  overview  of  the  Risk/Need  Classification  System  shows  that 
it  is  basically  a  process  that"  is  carried  out  in  five  steps. 

1.  Analyze  Needs 

After  interviewing  a  probation  client  and  doing 
a  basic  social  history  investigation,  the  probation 
officer  is  then. in  a  position  to  identify  and  analyze 
th^  need  level  of  the  client. 

2.  Establish  Goals 

The  probation  officer .working  with  the  client  has 
to  decide  what  he/she  plans  on  accomplishing  with 
the  client  during  the  period  of  probation  supervision. 

3.  Design  an  Action  Plan 

The  probation  officer  has  £o  decide  whether  he/she 
will  be  the  primary  resource  in  working  with  the 
client,  or  work  with  the  client  to  also  build  a 
program  of  support  systems  within  the  community. 

4.  Impliment  Action  Plan 

The  probation  officer  has  to  arrange  for  the  client 
to  receive  qualified  help.    Time  schedules  and  due 
dates  should  be  part  of  the  implemented  action  plan. 
Well  drawn  up  plans  that  are  not  iraplimented  by 
action  steps  on  the  part  of  the  probation  officer 
and  the  client  are  basically  useless  documents. 

5.  Evaluate  Action  Plan 

At  a  minimun  of  every  three  months  the  action  plan 

is  to  be  reviewed  to  see  what  has  actually  been 

accomplished,  and  appropriate  adjustments  should 

be  made  to  the  individual  plan.    During  each  three 

month  period  of  time,  the  individual  action  plan 

is  to  be  reviewed  by  the  probation  officer's  supervisor 


Evaluate  Action  Plan  (continued) 


At  this  point  proper  oral  or  written  comments 

and  recommendations  should  be  made  to  the  probation 

officer  regarding  thc_ action  plan. 

It  is  important  for  the  above  basic  five  step  process  to  take  place  at 
a  minimum  of  every  three  months,  because  the  Risk/Need  Classification  Systea 
is  taking  into  account  that  people  can  and  do  change.    Therefore,  constant 
re-evaluation  of  each  client  must  take  place.    Clients  who  are  not  ready 
to  make  use  of  resources  during  one  period  of  time  may  be  ready  at  some 
future  point. .  •  ' 

In  my  concluding  remarks'  I  am  reminded  that  it  has  been  suggested 
that  in  few  other  fields  of  human  services  has  the  contrast  between 
aspiration  and  reality  lasted  so  long  or  been  so  pronounced  as  in  the 
administration  of  Criminal  Justice.    For  centuries,  spokesmen  have 
espoused  the  ideals  of  fairness,  even-handedness,  humane  treatment  and 
rehabilitation  of  the  offender.    We  have  shown  that  we  know  what' changes 
are  needed  in  the  criminal  justice  system,  but  we  seldom  manage  to 
make  them.    The  use  of  a  classification  systea  in  probation -is  a  change 
we  must  make  because  of  the  benefits  it  offers  the  individual  probation 
client,  the  probation  officer,  the  effort  it  makes  to  better  protect 
society  by  trying  to  identify  the  more  troublesome  clients,  and  the 
increased  efficiency  it  b,r:.ngs  to  the •  administration  of  the  probation  _ 
service  in  general  and  in  particular  the  individual  offices. 
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GO&LSs      Tb  establish  a  Classification  Report  System  that  ' 
would  generate  significant  data  about  tba  Massa- 
chusetts Probation  Service  Clients.   This  claasi- 
ff rn+itm  system  is  being  designed  to  reach  tba 
following  objectives:        •  „ 

1.  Tb  provide  a -standardized  zbraat  for  evaluating 
needs  of  clients  nlaorl  undsr  the  supervision  of 
the  Massachusetts  Probation  Service. 

2.  To  provide  infarsation  regarding  the  action 
plan  taken  to  seat  the  client's  needs. 

5,    Tb  provide  information  as  to  whether  or  not 
the  Massacraisetts  Probation  Service,  through 
it's  individual  courts  will  be  able  to  meet 
the  needs  of  the  client. 


/ 


The  purpose  of  the  following  material  is  to  provide  an  explanation 
of  how  to  fill  out  Siroary  of  Clipnt  Oassiflcartdon  Assessment 
(form  F5N2-5/75) 

I.  Nana   -   Clients  fall  name 

H.  D.6.B.-   Date  of  birth — month — day-year 

m.  Sex     -  M  or  P 

IV.  Ct.  Ha.-  Court  number 

V.  Date  Assessed  the  date  that  the  initial  assessment  was  completed. 

VI.  Assessed  by the  name  of  the  person  completing  the  assessment. 

VH.    Supervising  Probation  Officer  -  The  name  of  the  probation  officer, 
assigned  to  supervise  the 


vm.   Offense  (s)  -  list  the  offenses  that  resulted  in  the  client  being 
placed  under  probation  supervision. 

IX.   Disposition  (s)  -  list  the  disposition  of  each  case  for  which  the  .. 
cHanE  is  being  supervised. 

X.   Need  -  identifies  eleven  possible  problem  areas  of  probation  clients. 

XX.   Scoring  of  1,2,3,4  -  a  subjective  judgement  by  the  classification 
assessor  regarding  the  motivation  and  ability  of  the  client  in  each 
of  the  eleven  need  areas. 

XII.    Brief  Narrative  Samary  of  Assessment  -  Summarize  in  a  couple  of 
sentences  the  general  conclusions  arrived  at  in  regards  ipo  the 
clients  needs  and  problems.   This  section  is  to  be  completed  as 
part  of  the  initial  assessment  and  at  the  beginning  of  pyh 
quarter. 


ytTT-    pi*rrsed  Action  Steps  and  Due  Date  -  State  what  steps  will  ba  taken 
address"  ^Aent3  needs  as  outQjisfl  in  the  needs  assessment.  Also' 
should  include  the  aporcsdrata  due  date  when  service  delivery  will 
begin.    This  section  should  be  completed  as  part  of  the  initial 
classification  process  and  at  the  beginning  of  each  quarter. 

23V.    Otter  'fictions  -  Vfoen  applicable  list  the  data  (s)  a  warrant  was  iss- 
ued, a"  new  convictioar  client  surrendered,  probation  revoked  and  client 
ccrrtitted,  cr  the  date  of  probation  termination, 

XV,  Psviewed  by  and  Date  -  this  should  include  the  initials  of  the  CPO  or 
jsCPO  who  reviewed  the  classification  during  each  quarter  and  the  date; 
the  review  occured. 

XVI.    Probation  Supervision  - 

MzxLiua  -  where  probation  ofZiosr  spends  rmre  than 
2  hours  per  month  of  contact  with  the  client.  This 
ir>cii.riftff  tiios  spent  on  office  visits,  home  visits, 
telephone  contact,  consultation  with  other  agencies, 
travel,  and  clerical  time. 

•/  v  ■■••-■/ 

Moderate  —  where  probation  officer  spends  between  45 
minutes  and  two  hours  of  contact  per  month-  with  the 
clipnt.  .  This  includes  time  spent  on  office  visits, 
hens  visits,  telephone  contact,  consultation  with  other 
agencies,  travel,  and  clerical  tine, 

?i£ .  iTt-rn  —  where  probation  officer  spends  less  than 
^K^L'r.utes  of  contact  per  month  with  the  client.  This 
Includes  time  spent  on  off  ice  visits,  heme  visits,  te- 
lephone contact,  consultation  with  other  agencies, 
travel,  and  clerical  time. 

Further  Clarification  of  Need  Catagories 

The  following  material  is  offered  as  additional  guidelines  for 
part  of  the  assessment  process.    In  determining  the  clients 
ability  and  motivation,  the  assessor  should  keep  in  mind  the 
following  questions  in  relation  to  aj  I  eleven  need  caLauorles. 

* 

In  datentujiing  client  ability 

1.  Does  the  client  have  the  needed  skills? 

2.  Does  the  client  have  the  necessary  knowledge? 

3.  V5*at  lias  the  client's  eoiperienoe  been  in  perfor- 
ming related  task? 

In  daterirtininq  client  motivation  (wjT  3 *  ngr.ess) 

1.  Does  the  client  think  the  need  area  i3  important? 

2.  Is  the  client  cenrnitted  to  performing  the 
necessary  task? 

3.  Does  the  client  have  the  self-confidence  in 
his/bar  ability  to  perform  the  necessary  task? 


